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APPRAISAL-KEY  TO  MANPOWER  UTILIZATION 

Synopsis 


The  objective  of  this  staff  paper  is  the  development  of  a comprehensive 
program  of  appraising  organization  and  individual  performance  to 
Improve  effective  manpower  utilization. 


It  is  important  that  the  various  individual  and  organization  appraisal 
programs  presently  in  use  be  correlated  and  improved.  Through  a 
coordinated  appraisal  progrua,  an  organization's  use  of  manpower  is 
analyzed  from  the  composite  view  of  the  individual  and  unit. 


Following  the  identification  of  the  various  individual  and  unit  appraisals 
that  are  needed],  their  coverage  and  relationships  are  discussed.  The 
concept  of  a comprehensive  and  correlated  appraisal  program  is  then  out» 
lined  with  the  development  of; 

(1)  "A  Checklist  of  Questions  in  Appraising  Manpower  Utiliza- 
tion  in  an  Organization"  (Appendix  A) 

(2)  "A  Performance  Appraisal  Program"  (Appendix  B) 


Although  this  report  may  appear  to  stress  the  appraisal  of  manpower  utill'>° 
zation  from  the  personnel  management  view,  these  appraisals  are  in  no  way 
restricted  to  the  personnel  staff  or  function.  In  fact,  one  of  the  vital 
points  to  be  er:q»ha3lzed  is  that  the  manager  and  management  teams  which  isay 
appraise  organizational  units  must  direct  a part  of  their  attention  to 
this  type  of  a comprehensive  and  correlated  appraisal  program  if  effective 
manpower  utilization  is  to  be  assured. 
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APPRAISAL—KEY  TO  MANPOWER  UTILIZATION 


I Introduction; 

Human  resources  remain  the  fundamental  ingredient  on  which  the  Depart • 
ment  must  depend  for  continued  success » How  well  these  resources  are 
used  determines  the  measure  of  that  success.  For  this  reason,  this 
staff  paper  is  aimed  at  the  development  of  a program  for  appraising 
employee  and  organizational  unit  performance  to  insure  effective  man» 
power  utilization. 


There  are  presently  a number  of  individual  evaluation  programs  serving 
different  purposes;  job  classification,  performance,  retention,  pro- 
motion, training,  and  others  related  to  the  management  of  personnel. 
In  addition,  management  attempts  to  appraise  group  performance  in 
several  ways.  Although  many  of  these  appraisals  have  merit  in  and  of 
themselves,  they  may  not  be  sufficiently  coordinated  at  all  levels  of 
management  to  engender  enthusiasm  and  promote  use  as  instruments  of 
program  management.  If  a con^>rehensive  appraisal  program  is  to  be  of 
practical  value,  top  management,  supervisors  and  employees  must  be 
convinced  of  its  merit  and  give  it  full  support. 


This  is  a description  of  a program  t©  make  this  possible,  operating 
on  the  principle  that  appraisals  of  employees  and  organizational  units 
are  as  essential  as  the  allocation  of  funds  and  material  resources. 
This  program  places  new  emphasis  on  appraisal— the  appraisal  of  the 
total  man  in  a job— his  performance,  skills,  interests,  etc.,  as  well 
as  appraisal  of  a group  of  employees  in  a work  environment . 


II  Inter-relationship  of  the  Elements  of  Management; 

An  appraisal  of  the  effectiveness  with  which  each  of  the  major 
eleraents  of  management  contributes  to  the  accoe^lishment  of  program 
objectives  is  a prime  responsibility  of  every  USDA  "manager."  An 
operational  appraisal,  to  be  effective,  must  extend  upwards,  downwards 
and  laterally  in  the  organizational  structure.  Collectively,  such 
appraisals  of  effectiveness  can  be  an  extremely  useful  tool  of  USDA-wide 


management*  The  inter-relationship  of  the  elements  of  management 
may  be  described  graphically  as  follows; 


Mission  of  Tot^  Organization 


Mission  of  Organizational  Units 
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Mission  of  selected  Organizational  Unit 

Manager  of  Organizational  Unit 
Accomplishes  program  objectives  through  the  use  of: 


Relationship 
to  other  <r 
units 


Men 

Money 

Materials 

Positions 

Staff 

Real  Property 

Training 

iBudgets  1 

Personal  Property 

Performance 

Accounting! 

Supplies 

Incentives 

Office  Services 

Services 

Relationship 
^ to  other 
units 


It  is  our  purpose  here  to  identify  appraisal  techniques  and  methods 
which  will  guide  program  managers  in  their  use  of  personnel  resources. 
Most  techniques  are  well  established  as  separate  operations.  Staff 
is  available  to  the  line  manager  in  each  subject-matter 

area. 


It  cannot  be  overemphasized  that  each  element  and  sub-element  is 
inter-related.  This  is  depicted  in  the  previous  chart.  For  example, 
the  abolishment  of  a position  has  !iK>re  than  a budgetary  Impact.  A 
cut -back  in  staff  resulting  from  program  contraction  frees  space, 
creates  a surplus  property  situation,  etc*  Similarly,  a build-up  in 
staff  in  response  to  program  expansion  requires  new  space,  property, 
office  services,  etc. 


Ill  The  Individual  and  the  Organization; 

To  appraise  the  effective  use  of  manpower  in  an  organization.  Indi- 
vidual and  unit  performance  must  be  examined  as  inter-related  entities. 
Too  often  there  is  a tendency  to  appraise  an  lndlvld\ial ' s performance 
without  analyzing  the  individual's  responsibility  and  role  in  the  unit. 


Individuals  and  Organizations  Positions  and  Functions 
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Performance  appraisals  of  units  are  often  based  only  on  the  actual 
work  performed  (end  product)  rather  than  also  evaluating  how  the 
work  was  performedo  Appraisals  for  the  purpose  of  impro^/ing  per» 
formance  should  consider  both  individual  and  unit  performance  from 
these  standpoints; 

(1)  Assign  tasks  according  to  the  huiaan  skills  and  other 

resources  available  in  order  to  motivate  performance  and 
promote  efficlencyo 


(2)  Continue  the  evaluation  of  the  jobs  performed  by  the  indi« 
vidual  and  the  unit  in  the  light  of  the  above e 

The  close  relationship  of  unit  and  individual  performance  can  be 
demonstrated  by  examining  the  elements  listed  below; 

Individual  Organizational  Unit 


le  The  job  (tasks)  to  be  performed 
2e  Qualifications  required  by  job 

3o  Performance  requirement 

4,  Relationship  to  other  jobs 
within  the  unit  and  the 
organization  as  a whole 


Mission  to  be  accomplished 

Qualifications  required  to 
fulfill  the  mission 

Specified  program  objectives 

Relationship  of  unit  program 
to  that  of  other  units  and 
the  organization  mission 


B s»  cs  os  as 


5e  Qualifications 

69  Orientation  to  program  and  job 

7 9 Actual  performance  related  to 
performance  requirements 

80  Evidence  of  growth  in  Job 

9o  Need  for  training  for  the  job 

10«  Responsiveness  t©  development 
and  to  job  environment 

11c  Evaluation  by  the  supervisor 

12.  Demonstrated  potential  for 

higher  level  or  other  types  of 
work 


Collective  skills 

Orientation  to  unit's  program 
and  to  total  organization 
mission 

Actual  accomplishment  related 
t©  specified  objectives 

Evidence  of  increased  unit 
effectiveness 

Collective  training  need 

Responsiveness  to  mission  and 
changes 

Evaluation  by  higher  manage* 
ment  levels 

Ability  of  unit  to  carry  out 
more  difficult  assignments 


IV  Individual  and  Qggmizatioaal  Unit  Appgaisalgg 


The  appraisals  req«jlr@d  hj  law  ®r  otherwise  presorihed  are  dise^issed 
in  this  section  in  terms  ©f  the  relationship  ®f  individual  and 
organization  perfomtance.  The  appraisals  listed  will  vary  ^en 
applied  to  unit  or  individual  per formance « In  several  instances $ 
the  appraisals  may  not  be  designed  specifically  for  performance 
appraisal  (eogo  classification  and  organization  review)  but  are 
listed  because  they  can  be  helpful  in  improving  performancee  For 
example,  changes  in  organizational  structure  can  markedly  facilitate 
improved  performance. 


Also,  the  discussion  of  the  stated  responsibilities  for  these 
appraisals  may  raise  certain  disputable  points « Any  given  appraisal 
may  be  the  responsibility  ©£  an  individual,  several  individuals  or 
organization  entities.  These  responsibilities  my  in  fact  vary  from 
organization  to  organization. 


The  important  point  t©  be  made  is  thlss  Though  any  type  or  part  of 
an  appraisal  may  be  mad®  by  itself,  for  ©me  limited  purpose,  the 
appraisal  and  application  of  results  should  be  related  to  the  broader 
need  and  objective  for  improving  the  use  of  manpower. 

A.  Classification  and  Organization  Reviews 

The  supervisor,  in  carrying  out  his  responsibility  to  assign 
duties  and  to  certify  as  to  job  description  accuracy,  is 
required  to  examine  his  distribution  of  work  and  alignment 
of  functions. 


Position  elass^ication  reviews  by  trained  job  analysts  provide 
a vehicle  by  which  management  may  be  s?^plied  specific  informa® 
ti@n  on  the  effectiveness  of  the  individual  employee  and  the 
organization.  This  review  of  the  organization  should  be  con® 
earned  with? 

1.  the  effectiveness  of  the  organi.zati@n.al  structure 

2.  the  relationship  of  positions 

3.  the  consistency  of  authority  with  responsibility 

4.  the  appropriateness  of  supervisory  ratios 

5.  the  utilization  of  the  work  force 

6.  the  need  for  training 

7.  the  existence  of  employee  motivation  problems 

8.  the  suitability  of  work  performance  requirements 

Job  engineering  is  another  position  review  that  merits  increased 
attention.  It  is  given  separate  mention  under  this  section 
because  it  is  more  frequently  approached  by  type  of  position 
rather  than  in  connection  with  a review  of  the  organizational 
entity.  Through  cooperative  effort  a critical  analysis  is 
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leveled  at  the  teclmieala  prof©ssi®aal  and  sBanagement  field  t® 
separate  those  tasks  %?hich  may  be  performed  by  technicians  9 aides 
or  assistants,  Thns^  the  skill  and  ability  o£  the  professional 
is  freed  to  be  nsed  eonsistently  at  his  highest  performance 
levels. 


Bo  Qiialificatiom  Review; 

A determination  of  the  skills  9 knowledges  and  personal  character^ 
istics  required  to  perform  the  duties  of  positions  is  essential 
to  insure  that  the  program  of  the  organisation  is  continued  with^’ 
out  interruption.  The  decision  as  to  what  qualifications  are 
necessary  must  be  made  realistically  in  terms  of  the  demands  of 
the  job  and  the  assignment  to  be  performed. 


Unrealistic  standards  m&f  result  in  the  eo^loyment  of  persons  who 
are  over®qualified  os  under-qualified.  Where  the  person  is  over- 
qualified  9 there  is  a waste  of  talent— where  the  person  is  under- 
qualifledj  an  excessive  training  period  is  involved  and  there  is 
an  interruption  of  program  continuity®  Realistic  standards  produce 
candidates  who  can  operate  effectively  and  at  full  capacity  in  the 
shortest  possible  time. 


An  awareness  of  the  tasks  to  fee  performed  by  the  inc^mufeent  of  each 
position  and  the  essential  qualifications  required  will  make 
possible  the  placement  of  employees  commensurate  with  their  skills. 


C,  B&iowledge  of  Individual  Skills  s 

One  of  the  incongruous  features  of  many  organizations  (both  public 
and  private)  is  the  contrast  between  the  organization’s  inventories 
of  arterial  and  human  resources.  Property  is  accounted  for  in  a 
methodical  and  precise  prograjB9  whereas  the  organization's  record 
of  human  skills  is  represented  by  an  outdated  group  of  application 
forms  ®r  set  of  personnel  folders.  Although  there  is  a growing 
recognition  of  the  need  for  improving  this  situations  one  still 
hears  from  time  to  time  the  proposition  that  althou^  a continuous 
and  comprehensive  inventory  of  human  skills  may  be  all  right  9 it  is 
really  only  performance  that  counts. 


An  organization’s  changing  needs  and  consequent  demand  for  new 
skills  requires  that  we  Iceep  a continuous  inventory  of  the  basic 
skills  of  our  people,  including  a means  of  recording  individual 
experience  (work  and  training)  achieve^nts.  What  is  needed  Is 
a program  that  will  provide  an  up-to-date  record  of  the  individual, 
including  such  items  as,  basic  skills  and  abilities,  work  experience, 
training  and  development  achievements  and  work  interests. 
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It  is  expected  that  the  Department  ©f  Agriculture's  MC®R 
(Management  ©f  Human  Resources)  program  utilizing  ADF  tech- 
niques \fill  provide  this  needed  information  in  a practical 
and  readily  usable  forme 


Do  Placement  Follow-up; 

The  placement  f©ll©w-up  review  is  an  opportunity  for  the 
personnel  management  specialist  to  discuss  with  the  super- 
visor and  the  employee  the  appropriateness  of  the  placement. 
It  serves  ,t©  bring  a focus  on  the  need  for  continuous  evalu- 
ation that  the  supervisor  must  make  of  the  daily  work 
activities  of  his  employees.  Through  review  and  analysis  of 
placement  follow-up  findings  by  higher  units  of  the  organiza- 
tion, operational  trends,  needs  and  expressions  can  be  placed 
into  perspective  and  looked  at  more  objectively. 


Eo  Exit  Interviews 

We  are  told  all  causes  have  effects®  Are  they  important?  Why 
does  an  employee  leave?  What  impact  is  made  on  the  Job  to  be 
done?  Aggregate  turnover  data  and  reasons  show  trends.  Indi- 
vidually and  collectively  employment  losses  can  show  other 
things,  such  as,  subtle  changes  which  may  have  far  reaching 
effects  on  interoffice  relationships,  poor  communication,  lack 
of  training,  improper  placement  or  utilization  of  employee 
skills,  and  many  others.  Data  developed  should  influence 
future  maagement  decisions  on  use  of  and  effect  on  personnel. 
The  responsibility  for  this  appraisal  activity  it  shared  per- 
sonnel specialists,  supervisors  and  unit  managers. 


F,  Training  Heeds  and  Results; 

The  supervisor  and  individual  ea^loyee  have  a joint  responsi- 
bility to  determine  the  training  and  development  needs  of  that 
individual.  When  a close  supervisor-employee  relationship 
exists,  it  is  possible  to  evaluate  the  employee's  basic  skills 
and  performance  in  order  to  determine  strengths  and  weaknesses. 
These  are  applied  both  from  the  standpoint  of  performance  in 
the  present  Job  and  in  preparation  for  future  responsibilities. 


With  the  identification  of  these  strengths  and  weaknesses,  the 
supervisor  and  employee  should  develop  an ' individual  employee 
training  and  development  program.  There  must  be  realistic 
objectives  scheduled  to  recognize  that  one  eo^loyee's  needs  for 
training  must  be  balanced  and  combined  with  the  needs  of  others. 
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The  unit  or  organization  manager  ssust  then; 

(1)  Decide  what  formalized  or  special  training  pro- 
grams are  needed  for  the  unit. 

(2)  Decide  what  funds  and  other  resources  are  to  be 
allocated  to  training  and  development. 

(3)  Develop  and  approve  a formal  training  program  for 
the  unit. 


Individual  and  unit  training  programs  are  developed  from 
appraisals  of  individual  performance  and  unit  (collective 
employee)  effectiveness.  A performance  appraisal  program 
should  look  to  the  identification  of  training  and  develop- 
ment needs  as  a part  of  the  end  product. 


An  analysis  ©f  the  results  ©btainad  from  ^he  individual 
and  the  unit  training  plan  is  of  iii^ortance  equal  to  that 
of  establishing  the  need  for^  or  the  initiating  of  the 
training,  A considerable  expenditure  of  manpower,  time 
and  money  is  Involved  in  training  at  all  levels.  The 
results  are  all  to©  frequently  intangible  and  defy  normal 
measuring  techniques.  Until  more  satisfactory  methods  of 
evaluating  training  are  available j the  manager  must  exercise 
reasonable  prudence  and  judgment  in  determining  his  training 
program.  His  Judgment  must  be  based  on  a thorough  analysis 
of  the  need  for  and  the  content  of  the  training  offered  as 
related  t©  his  operations. 


Ge  Level  of  Competence; 

The  Federal  Salary  Reform  Act  of  1962  provided  for  the 
determination  of  levels  of  competence  to  provide  the  basis 
for  awarding; 

(1)  within^ grade  increases  in  pay 


(2)  special  quality  withln-grade  increases  in  pay 

Specifically  the  act  provided  that  work  must  be  "of  an_ 
acceptable  level  of  competence'*  before  within-grade  increases 
can  be  granted.  Special  within  grade  increases  may  be  made 
to  employees  "in  recognition  of  high  quality  performance 
above t&at  ordinarily  found  in  the  type  of  position  concerned." 


For  purposes  of  this  paper,  it  is  reconaoended  that  these 
increases  be  regarded  as  prossotions.  The  determination  of 
the  above  is  a product  of  an  individual  performance  appraisal. 
The  pxiiffiary  responsibility  for  that  appraisal  rests  with  the 
enq>loyee’’s  supervisor. 
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Ho  2ii:cmit±on  Appraigslss 

For  the  purpose  of  clarificsfcioa  a.md  adhfsace  umderstsnding 
of  the  applicsfeioEi  of  this  ter®  ls&  this  paper  9 we  are  in® 
eluding  in  the  definition  of  proasotions 

(1)  increases  in  grade  (e<,gos  GS®5  t®  GS“7) 

(2)  increases  in  paj  within  a grade  (eogea  GS®5  step  a 
to  GS-5  step  fe) 

In  either  cases  an  appraisal  must  fee  made  to  proHj'ide  a 
basis  for  deciding  whether  ®r  a©t  a promotion  in  grade  or 
pay  is  merited  and  granted 0 


The  demonstrated  performance  of  an  IndS.'^yidnal  in  a job  is 
the  product  of  the  person'’®  skills  (qualifications)  and 
his  characteristics  in  inter-astion  on  the  job.  Although 
qualifications  and  characteristics  are  nmjor  criteria  in 
predicting  performances  demonstrated  performance  is  a more 
valid  criterion  for  awarding  promotions o In  appraising 
for  within®grade  promotiona  demonstrated  performance  itself 
provides  an  adequate  basis  for  denying  pay  advancement  and 
for  awarding  within«”grade  or  quality  performance  increases , 

For  promotion  to  new  ©r  different  job® 9 the  individual®® 
skills  9 demonstrated  performance  and  cWraeteristics  must 
fee  analyzed  for  predictive  performance « Personal  charac® 
teristic  evaluations 9 because  of  their  subjective  nature 9 
should  fee  considered  separately  in  the  appraisal  process » 

The  supe'rvisor  ha®  the  responsibility  for  making  the 
initial  appraisal  for  both  grade  and  withln-grade  promo® 
tionso  As  a mini®\M9  this  appraisal  must  be  reviewed  fey 
one  higher  supervisory  level  to  insure  fairness  .and  a 
reasonable  degree  of  equity  throughout  the  organizatlono 


The  agency  promotion  programs  have  been  established  to  give 
management  an  inventory  of  its  replacement  or  understudy 
potent ialo  Thus  9 management  can  plan  short  and  long®term 
recruitment  9 identify  special  training  needs 9 make  special 
project  assignments  as  an  aid  to  make  future  selections  and 
determinations  9 and  for  other  similar  purposes s 


I,  Performance  Ratinggg 

The  appraisal  for  performance  rating  purposes  under  the 
Performance  Rating  Act  has  been  reduced  in  great  meas'ure  to 
a formality o The  inability  t©  use  ”unsat is factory”  performance 
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rating  as  a reason  for  adverse  action  against  an  employee 
limits  use  of  lower  end  of  the  rating  scale o The 

’’outstanding"  rating  because  of  its  definition  in  the  Act 
virtually  defies  attainment  except  fey  a most  select  few. 
As  a result  5 all  remaining  employees  have  been  covered 
under  the  umbrella  term  "satisfactory," 


Although  the  original  intent  of  the  Performance  Rating 
Act  has  beer  subverted,  the  basic  provisions  of  the  Act 
provided  an  effective  guideline  in  establishing  a system 
of  appraising  employee  performance.  These  provisions  ares 

(1)  that  performance  requirements  fee  made  known  to  all 
offices  and  employees 

(2)  that  performance  fee  fairly  appraised  in  relation 
to  such  requirements 

(3)  for  the  use  of  appraisals  to  improve  the  effective- 
ness of  employee  performance 

(4)  for  strengthening  supervisor -employee  relationships 

(5)  that  each  officer  and  employee  be  kept  currently 
advised  of  his  performance  and  promptly  notified  of 
his  performance  rating 

J,  General  and  Functional  Inspections  and  Audits; 

On-site  evaluation  of  programs  from  a detached  point  of 
view  constitutes  an  invaluable  source  of  utilization 
appraisal  data.  Presently 9 such  data  flows  from? 

(1)  internal  audits 

(2)  general  and  functional  program  inspections  con- 
ducted by  outside  agencies  such  as  the  Civil  Ser- 
vice Commissioup  GAO,  and  others;  and  the  Department 
and  its  constituted  agencies. 


K,  Special  Appraisal sg 

Other  appraisals  are  also  made  to  serve  limited  or  specific 
purposes.  These  includes 

(1)  Probationary  Period  Appraisals  to  decide  if  an 
employee  should  be  retained 

(2)  Placement  Appraisals  to  decide "if  a reassignment 
should  be  made 

(3)  Special  Appraisals  for  recognition  and  awards, 
absenteeism,  safety  and  welfare  matters,  correction 
for  poor  performance  or  delinquency. 
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la  eaclsi  ©f  spprsiisal®  0 p©rf@smaae©  mast  i>®  appraised 

and  again  felhig  is  the  prisaary  responsibility  @f  the 
employe®  ® s supervisor «, 

■is  ik  is  ie 

Thronghont  this  paper 5 the  importane®  ®f  review  and  appraisal  of 
the  individual  employe®  has  been  stressedo  The  employee "s  super- 
visor i®  required  fe©  hay®  a thorough  knowledge  ®f  the  employee ^ 
hi®  job  and  his  performanee  so  that  by  using  this  information 
wisely,  the  abilities , interest  and  potential  of  the  employe®  may 
be  fully  utillsedo  Slmil^arlys  the  manager  of  an  organisational 
entity  must  be  informed  conoerning  the  activities  of  his  unit  and 
the  relationships  and  e®ntributi@ns  @f  the  individuals o 


The  various  review  techniques  suggested  In  S©eti@n  IV  in  certain 
instances  afford  a fairly  comprehensiv®  analysis  ®f  the  ©rganissa- 
tiono  This  is  particularly  true  in  the  case  of  the  ©rganisati®n 
and  classification  reviewo  Other Sg  however 9 while  feeing  eastremely 
important  to  the  supervisor 9 are  fairly  meaningless  t©  the  manager 
if  delivered  In  a fragmentated  ©r  unrelated  e©nt®3et<,  A single 
©©B^laints  follow-up  ®r  terminal  inter'^’iew  indicating  a situation 
needing  corrective  actio®  is  usually  considered  on  it®  own  merits » 
These  same  consider  at  ton®  become  more  meaningful  to  maaagment 
when  the  report®  of  the  supervisors,  personnel  program  specialists 
and  others  are  aocusauiated  and  coordinated  so  that  a hard  eoa^r®- 
hensive  look  my  fee  applied  t®  the  use  of  manpower  and  the  efforts 
and  results  of  m)nage®e®to  ' 


The  accumulation  of  results  from  studies  on  qualifications,  place- 
ment follow-up  and  terminal  interviews  might  very  well  indicate 
the  need  for  change  in  our  qualification  requir'iments  for  a posl- 
tiono  Other  studies  might  reveal  aaotivat tonal  profelems,  instances 
of  superior  training  feeing  given  or  the  need  for  trainings  evidence 
of  a shortage  or  a s^arplus  of  employees  or  other  indications  of  the 
nature  of  supervision  feeing  fiven«  Thus,  the  manager  has  through 
many  of  the  present  personnel  management  review  pro^m®  the  oppor- 
tunity to  evaluate  his  current  personnel  position  and  to  plan  hi® 
future  needs c 


The  professional  personnel  staff  should  supply  the  line  operator 
or  manager  with  ooj^rehensive  results  and  reccisa^ndations  in  all 
the  areas  covered  in  Section  IV  of  this  paper » In  its  role  of 
assisting  the  line  to  perform  it®  Job  better,  there  is  a need  for 
the  personnel  officer  to  formulate  with  the  manager  a program  of 
review  designed  t®  furnish  fflianage*®«ent  with  the  desired  inf ormat tone 
Mot  all  review  program®  need  to  fee  consolidated  to  furnish  manage- 
ment with  the  desired  informationo  However,  those  -^pisich  are  likely 
to  produce  desired  inforaaatlon  should  fee  test  cheeked  to  determine 
if  productive  results  might  be  obtained  „ 
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V A Comprehensive  Appraisal  Program  for  the  MaaeimyiB  Utilization  of 

Human  Resources; 

A.  Organization  Analysis  and  Appraisals 

This  is  an  "uatbrella"  type  of  appraisal  of  effectiveness » 
Organization  provides  the  context  within  which  the  Men, 

^ney  and  ^terial  elen^nts  of  management  are  inanaged« 

Effective  organization  appraisal  is  directly  related  to; 

(1)  Correct  classification  of  positions  to  occupational 
categories  and  grades 

(2)  Workload  definition  and  aieasurement 

(3)  Manpower  planning  and  staffing 

(4)  The  training  and  development  of  employees 

(5)  An  orderly  progression  pattern  for  advancement 
under  career  and  merit  promot ion' programs 

(6)  Budgeting  on  both  a short  and  long°°range  basis 

(7)  Legal s financial  and  administrative  accountability 

(8)  Clear  and  positive  communications 

The  following  guides  provide  a template  against  which  any 
organizational  unit  can  be  appraised; 

(1)  Integration  of  Efforts  Overall  objectives  can  be 
fulfilled  only  when  a particular  organizational 
unity's  £unction(s)  is  clearly  related  to  the  purpose 
of  the  organization  as  a whole c The  work  of  every 
Individual  must  be  similarly  relatedo 

(2)  Delegationo  Management  capacity  is  multiplied  through 
delegation  of  authority  so  that  decisions  arc  never 
made  higher  in  the  organization  than  necessary  to  gain 
adequate  perspective  of  the  factors  and  consequences 
involved^  Responsibility  and  delegated  authority  must 
be  in  balances  The  extent  of  an  individual's  authority 
to  act  must  be  as  clearly  understood  as  is  the  pattern 
of  review  over  him, 

(3)  Definitive  Delineation  of  Functions,  Functional 
responsibilities,  relationships  and  other  necessary 
organizational  considerations  must  be  clearly  defined 
and  understood  by  all  concerned, 

(4)  Span  of  Control,  There  are  no  hard  and  fast  numerical 
guides  as  to  the  number  of  subordinate  organizational 
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CSC  individuals  a manager  can  manage.  Balance 
is  essential.  Neither  a predominantly  "vertical" 
structure  nor  a disproportionately  "horizontal" 
structure  will  be  justified,  normally.  The 
structure  must  be  such  that  time  will  be  allowed 
the  mnager  to  be  a leader  and  a manager. 

C^)  Continuity.  Specific  responsibility  must  be  assigned 
t©  a group  or  an  individual  in  an  organization  to  be 
continuously  alert  to  environmental  or  internal  con‘° 
ditions  which  may  have  an  impact  on  the  structure  of 
that  organization  and  its  relationships  with  other 
organizations  inside  and  outside  the  Immediate  com°° 
plex.  Environmental  conditions  which  might  affect 
an  organization  Include  technological  change,  eco« 
nomic  trends,  increased  or  decreased  public  require<=> 
ments  for  a given  service  and  similar  factors. 

(6)  S imp 1 ificat ion . Communication  is  enhanced  and 

coordination  improved  by  coBd>ining  overlapping  or 
closely  related  responsibilities. 

(?)  Accountability.  Clear  sieasures  of  accountability 
at  successive  levels  of  responsibility  must  be 
established.  The  reporting  of  accon^lishments  as 
related  to  goals  and  standards  is  an  example  of  a 
measure  of  accountability. 


To  assist  management,  there  is  attached  Appendix  A<>->a  suggested 
list  of  questions  for  use  in  appraising  manpower  utilization  in 
an  organization.  This  list  illustrates  the  application  of  the 

above  guides. 


B.  The  Individual  and  His  Job; 

Appraisals  of  i^^Hfi^oyees  like  the  appraisal  of  financial 
needs,  and  material  requirements,  are  basic  to  the  accomplish^ 
ment  of  the  organization  mission.  This  paper  has  devoted 
itself  to  the  need  for  utilization  of  people  in  the  best  way 
possible.  Through  a constant  awareness  of  the  individual  in 
his  job  and  in  the  organization,  the  total  appraisal  of 
employees  will  bring  into  focus  and  facilitate  the  full  utill-=> 
zation  of  that  employee. 


A chart  depicting  the  Individual  appraisal  process  is  shown 
on  the  following  page. 


SUPERVISOR  - MANAGER 

o 


ORGANIZATIONAL  UNIT 

tcc 

PURPOSE 

Money 


Materials 


Men 

PERFORMANCE  CRITERIA 


1.  QUANTITY 
3.  TIMELINESS 


2.  QUALITY 
4.  MANNER 


DEMONSTRATED  PERFORMANCE 


EVALUATION 


DEVELOPMENTAL 
ACTION 


RECOGNITION 


Assignment 

Retention 

Fol  low-up 

Potential 

Characteristics 

Special  Abilities 


Training 

1 . In  Service 

2.  Out  Service 
Details 
Reassignment 
Redefinition  of  Standards 
Corrective  Action 


Promotion -in -Rank 
Promotion-Within-Grade 
Promotion -With  in -Grade 
for  Quality  Performance 
Promotion -Grade 
Honor  Awards 

1 . Outstanding 

2.  Sustained  Above  Average 

3.  Dept.,  Federal,  Civil 


COMPirSITE  APPRAISAL  FOR  MAXIMUM  EFFECTIVE  UTILIZATION 
OF  THE  INDIVIOUAL  IN  THE  ORGANIZATION 
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B“1  Performance  Criteria;  the  basis  for  individual  perforimance 
analysts  and  appraisal 


A number  of  the  individual  appraisals  previously  listed 
are  closely  related  or  involve  the  evaluation  of  similar 
criterlao  These  Include  individual  appraisals  for; 

(a)  Determining  level  of  competence  on  a job  (provided 
for  in  the  Federal  Salary  Reform  Act)o 

(b)  Measuring  potential  or  predicted  performance  in 
new  JobSe 

(c)  Identifying  individuals  who  merit  performance 
awards  o 

(d)  Identifying  needs  for  corrective  or  disciplinary 

action. 

(e)  Identifying  training  needs, 

(f)  Determination  of  performance  ratings  as  required 
in  the  Performance  Rating  Act, 

(g)  Identifying  other  needs  or  serving  special  pur- 
poses  (placement 5 retention,  etc,). 

Collectively  these  individual  appraisals  together  with 
organization  appraisals  provide  a basis  for  evaluating  and 
improving  manpower  utilization. 


The  most  logical  basis  for  appraising  individual  perforsoance 
is  performance  criteria.  Performance  criteria  would  have  to 
be  identified  in  evaluating  actual  performance  regardless  of 
the  purpose  for  which  the  appraisal  is  made  (promotion, 
retention,  training,  etc,). 


The  performance  criteria  should  be  regarded  as  a guide  for 
measuring  and  evaltiating  an  employee's  work.  Insofar  as 
possible,  performance  standards  for  a position  must  be 
specified  in  terms  of  quantity,  quality,  time  and/or  manner 
in  which  the  work  is  performed  in  sufficient  detail  to 
identify  what  is  required.  The  standard  should  define  the 
results  in  terms  of  accomplishments  expected.  Criteria 
may  also  be  developed  for  classes  of  work.  These  can  then 
be  applied  to  given  jobs.  The  method  of  developing  standards 
may  vary  between  organizations,  hence,  are  not  prescribed 
Department  “Wide.  Attached  as  Appendix  B is  ’’A  Performance  ^ 
Appraisal  Program"  that  is  intended  as  a guide  to  the  agencies 
and  is  one  of  the  basL  eleiEents  of  the  Department's  Manpower 
Utilization  Progrania 
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Regardless  ©f  fe©w  tlie  criteria  ar©  prepared,  tbey  must 
be  dewloped  s©  that  the  super^iser  and  employee  clearly 
understand  the  standards  fey  v?hich  the  performance  is  to 
fee  measOTedo  It  is  desirable  for  the  supervisor  and 
employee  to  work  together  to  develop  this  criteria* 


B-2  The  Performance  Appraisal  Process g 

The  individual  performance  appraisals  for  the  varied  pur® 
poses  they  serve  should  fee  treated  as  a group  of  related 
appraisals  with  the  ©n"the®j©b  performance  appraisal 
serving  several  purposes*  This  is  a logical  and  practical 
prccess  that  can  fee  illustrated  in  the  following  manners 


(a)  The  ©n®the“j@fe  performance  appraisal,  first  of  all, 
is  an  appraisal  of  demonstrated  performance  made 
fey  a supervisor  having  a knowledge  of  the  indl® 
vidual‘’s  skills  and  using  specified  performance 
criteria  fey  which  performance  is  measured  « 


Individual  i 
Skills, 
Interest , 
Effort, 
etc  * 


T© 

1 Demonstrated 

Performance 

Evaluation 

j Perfo'rmance 

Criteria 

— 

Statement 

(fe)  This  appraisal  of  demonstrated  performance  would 
directly  meet  several  individual  appraisal  needs® 


Basis  f©rs 


Appraisal  of 
Demonstrated 
Performance  in  ^ 
a Given  Job 


Determination  of  Competence  Level  and 
decision  @n  within«p“ade  promotion 
Detemination  of  Performance  Rating 
Determination  for  Awards  Consideration 
Determination  of  need  for  corrective 
action 


(c)  At  th®  same  time,  demonstrated  performance  together 
with  additional  steps  in  the  appraisal  process  would 
meet  other  needs  « 


Appraisal  of 

Evaluation  ®f 

+ 

Anticipated 

Promotion 

Demonstrated 
' Performance 

Characteristics 
and  interests 

Performance 

Appraisal 
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Appraisal  of 

(a)  Identification  of  strengths 

Basis  for 

Demonstrated 

■f* 

and  weaknesses  on  present  job  and/ 



developing 

Performance 

or^'  (b)  Preparation  for  future 
responsibilities 

Training  and 

Development 

Program 

The  above  Is  only  an  Illustration  of  several  possible 
applications  of  the  appraisal  of  demonstrated  performance. 
Such  appraisals  should  be  continuous. 


Formal  appraisals  must  be  made  ^d  documented  at  least 
once  a year.  In  order  to  be  effectively  applied,  the 
dociimentation  must  reflect  the  various  uses  to  vhich  it 
will  be  applied.  If  properly  and  practically  documented, 
the  relationship  of  the  appraisal  of  demonstrated  per- 
formance to  training  needs,  promotion  ratings,  award 
nominations,  etc,  will  be  strengthened.  By  strengthening 
these  ties,  the  value  of  this  basic  performance  appraisal 
wilx^  ibecome  clear  and  should  win  the  interest  and 
support  of  employees  and  supervisors  alike.  What  is 
envisioned  is  a basic  document  showing  the  appraisal  of 
demonstrated  performance. 
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APPENDIX  A 


A Suggested  List  of  Questions  for  Use  in  Appraising 

Manpower  Utilization  In  an  Organization 


I Review  of  the  Work  of  the  Unit 


A.  Is  there  a system  established  within  the  unit  whereby: 

1.  Manpower  is  channeled  to  projects  of  highest  priority? 

2.  Projects  or  efforts  which  are  no  longer  productive  are 
phased  out? 

3.  The  level  of  expenditure  of  men,  money  and  materials  is 
balanced  in  terms  of  scheduled  and  "special"  or  "crash" 
projects? 

4.  Quality  and  quantity  of  results  is  consistent  with  expendi- 
ture of  resources? 

5.  Potential  trouble  spots  (procedural  and  otherwise)  are 
identified  early,  thus,  reducing  costly  work  delays? 

6.  The  objectives  of  the  unit  are  continuously  reviewed  and 
reevaluated? 

7.  Communications  and  lines  of  reporting  are  continuously 
reviewed  for  effectiveness? 

II  Organization  and  Assignment  of  Work  within  the  Unit 

Ao  Is  there  evidence  that  there  is  advanced  planning,  both  long  and 

short  term,  for  manpower,  money  and  material  requirements  necessary 

to  meet  the  organization's  objectives? 

B.  Do  the  work  assignments  provide  for: 

lo  A planned  assignment  of  work  to  each  individual  employee  of 
the  unit? 

2.  Review  of  assignments  on  a periodic  basis? 

3.  Integration  with  the  system  of  work  review?  (I  above) 

4.  The  training  of  replacements? 

C.  Does  the  assignment  of  work  to  individual  employees: 

lo  Match  available  skills  and  abilities  with  tasks  to  be  performed? 
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2«  Take  into  account  personal  interests? 

3.  Provide  opportunities  for  on-the-job  training  and  development? 

D.  How  often  and  by  whom  are  assignments  reviewed  to  assures 

1.  Progress  toward  planned  objectives? 

2.  Balanced  distribution  of  skills  among  current  projects,  both 
long-  and  short-range? 

3.  Identification  of  unused  skills  capabilities? 

Eo  Is  provision  made  for  "job  engineering"  tos 

1.  Minimize  non-professional  effort  by  professionals?  Clerical 
effort  by  administrative  personnel?  Technician  effort  by 
functional  specialists? 

2.  Standardize  routine  tasks  or  operations? 

3o  Relieve  technical,  scientific  and  other  professionals  of 
support  or  "housekeeping"  work? 

4.  Appraise  the  staffing  pattern  of  the  unit  (number  of  employees, 
grade  structure,  etCo)  in  terms  of  needs  and  performance? 

Ill  Work  Environment 


A,  Do  employees  feel  unit  is  a good  place  to  work?  How  are  employee 
attitudes  determined  in  this  regard? 

B.  How  is  achievement  and  commendable  performance  recognized  in  the 
unit? 

Co  How  do  individual  employees s 

lo  Participate  in  planning  or  decisions  affecting  their  work? 

2.  Select  or  express  preference  for  work  assignments? 

Do  What  improvements  in  working  conditions  and  facilities  would 
contribute  to  better  morale  and  productivity? 

IV  Program  for  Increasing  Employee  Capability 

Ao  Is  there  a planned  employee  development  program  operative  within 
the  unit?  What  have  been  the  results? 

B.  Are  the  plans  for  and  results  of  training  and  employee  development 
programs  considered  in  terms  of  increasing  the  efficiency  and  pro- 
ductivity of  the  unit? 
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1.  How  is  career  development  coordinated  with  long-term  objectives 
and  program  needs? 

2.  Does  the  development  program  provide  for  the  early  identification 
of  management  and/or  leadership  talent? 

Co  What  help  is  provided  in  developing  individual  employees  for  respon- 
sible assignments? 

D.  How  are  employees  encouraged  to  undertake  self-development  efforts? 

Eo  What  evidence  is  there  that  employees  are  undertaking  self-development 
programs  on  their  own  initiative? 

V Other  Approaches 

A.  Is  provision  made  for  advanced  planning  of  the  work  of  the  unit? 

B.  Are  employees  being  utilized  on  the  basis  of  ability  rather  than 
under-utilized  because  of  sex,  race,  religion,  national  origin,  or 
physical  handicap? 
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APPENDIX  B 


A Performance  Appraisal  Program 


I Policy 


It  is  the  policy  of  the  Department  of  Agriculture  that  employees  and 
organizational  units  shall  be  appraised  annually. 

II  Objective 

The  objective  of  the  following  program  is  to  properly  implement  the 
stated  policy  in  carrying  out  the  Pay  Act  of  1962  and  increased  utili- 
zation of  manpower o 

III  Program 

Following  is  a recommended  appraisal  program.  This  program  will  outline 
the  methods  whereby  through  employee  and  organizational  unit  appraisals 
the  human  resources  of  the  Department  of  Agriculture  will  be  more  effec- 
tively utilized.  Each  agency  shall  institute  or  adapt  a current  program 
to  meet  the  requirements  stated  in  the  objective  and  further  described. 

To  have  any  program  fully  effective  and  to  obtain  realistic  appraisals  of 
employees  in  terms  of  acceptable  level  of  competence  and  full  utilization 
of  their  skill,  the  following  must  be  present  in  the  programs 

A,  Performance  Standards 


A standard  or  set  of  criteria  must  be  readily  available  at  all  times 
against  which  the  actual  performance  of  the  individual  is  to  be  re- 
viewed, Such  standard  should  be  set  in  consultations,  whenever 
practicable,  with  the  employee  (this  can  be  done  by  mail  as  well  as 
interview) , The  standard  must  periodically  be  reviewed  for  accuracy 
and  to  assure  it  is  realistic.  Standards  or  criteria  must  also  be 
available  in  the  same  manner  whereby  the  total  performance  of  a unit 
can  be  appraised  to  assure  that  the  unit  is  meeting  its  objectives 
and  stated  goal, 

1.  A performance  standard  or  set  of  criteria  established  for  an 

individual  should  reflect  what  is  expected  of  the  employee  in 
the  following  terms;  ..-1_ 

quantity  - how  much,  how  many 

quality  - degree  of  perfection 

timelines  - when  completed,  deadlines,  etc. 

manner  - techniques,  methods  to  be  employed,  etc, 

2,  The  criteria  developed  for  appraising  a unit  should  be  estab- 
lished in  terms  of  the  missions  of  the  unit  and  objectives 
planned. 
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B . Appraisal  of  Performance 

Appraisals  must  be  conducted  annually  and  will  be  most  productive 
when  coordinated  with  the  annual  appraisal  of  the  organizational 
unit.  Each  agency  will  establish  review  times  as  best  suits  its 
purpose.  The  appraisal  must  be  written  and  maintained  as  a basis 
for  other  required  evaluations. 

Appraisals  for  the  purpose  of  improving  performance  should  consider 
both  individual  and  unit  performance  from  these  standpoints? 

1.  The  assignment  of  responsibilities  in  consideration  of  the 
skills  available  to  motivate  performance  and  promote  efficiency. 

2.  The  job  performed  by  both  the  individual  and  the  unit  in  the 
light  of  the  above. 

Through  this  coordinated  appraisal  program,  the  individual  agencies 
and  the  Department  as  a whole  would  seek  to  make  the  most  effective 
use  of  manpower  possible. 

In  addition, . the  various  individual  performance  appraisals  (for 
determining  levels  of  competence,  performance  ratings,  identifying 
training  needs,  individuals  meriting  awards  or  needing  corrective 
action,  etc.)  should  be  coordinated  to  avoid  duplication  of  effort 
and  unnecessary  paper  work. 

The  individual  performance  appraisal  program  in  the  Department  shall 
include? 

1.  Performance  criteria. 

2.  Continuous  performance  appraisal  for  all  purposes,  documented 
at  least  once  a year. 

3.  Recognition  of  demonstrated  performance  in  a given  job  as  the 
basis  or  partial  basis  for? 

a.  Determining  level  of  competence  on  a job  (provided  for  in 
the  Federal  Salary  Reform  Act  of  1962) . 

b.  Measuring  potential  or  predicted  performance  in  new  jobs. 

c.  Identifying  individuals  who  merit  performance  awards. 

d.  Identifying  needs  for  corrective  or  disciplinary  action. 

e.  Determination  of  performance  ratings  as  required  by  the 
Performance  Rating  Act  of  1950. 
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fo  Identifying  training  needs. 

go  Identifying  other  needs  or  serving  special  purposes 
(placements  retention,  etc.). 

The  appraisals  will  immediately  serve  as  a basis  for  determining 
whether  an  employee  is  performing  at  an  acceptable  level  of  compe- 
tence and  is  deserving  of  a within-grade  promotion  or  other  form  of 
recognition.  Through  these  appraisals  a determination  as  to  better 
utilization  of  manpower  can  be  made. 

C o Levels  of  Competence 

The  determination  of  the  level  of  competence  as  evidenced  by  demon- 
strated performance  and  appraisal  against  established  performance 
criteria  will  be  made  by  the  supervisor.  This  determination  must  be 
reviewed  as  a minimum  by  the  next  higher  supervisory  level.  This  is 
a minimum  requirement,  further  restriction  or  reviews  may  be  estab- 
lished by  the  agencies  as  they  feel  are  appropriate. 

1.  Marginal  performance  is  defined  as  (1)  work  which  barely  meets 
the  normal  requirements  of  the  job  in  all  essential  elements,  or 
(2)  work  in  which  elements,  rated  as  marginal,  are  not  offset  by 
elements  rated  as  exceeding  normal  job  requirements.  A marginal 
rating  does  not  meet  the  acceptable  level  of  performance  require- 
ments, but  will  be  rated  as  being  within  the  normal  range  of 
"satisfactory"  for  purposes  of  the  Performance  Rating  Plan. 

2.  Acceptable  performance  is  defined  as  (1)  work  which  meets  or 
exceeds  normal  requirements  of  the  , job  in  all  essential  elements 
or  (2)  work  on  which  one  or  more  elements  are  rated  as  marginal, 
but  the  overall  work  performance  meets  the  normal  requirements  of 
the  job. 

3.  High-quality  level  of  performance  is  defined  as  performance  suf- 
ficiently above  the  specified  performance  standards  to  warrant 
recognition.  All  elements  upon  which  the  employee  is  appraised 
need  not  be  outstanding,  but  are  recognized  in  composite  as  being 
substantially  above  the  normal  requirements  of  the  job. 

D . Granting  Within-Grade  Promotions 

1.  Certification  Requirement;  In  addition  to  meeting  the  length  of 
creditable  service  requirement,  an  affirmative  written  certifica- 
tion of  acceptable  level  of  competence  will  be  made  by  the  super- 
visor responsible  for  evaluating  the  employee's  work  performance. 
Such  certification  shall  be  based  upon  the  summary  appraisal  as 
formulated  at  the  time  of  the  formal  periodic  evaluation  of  the 
employee's  performance. 
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ao  Certification  Date;  Determination  as  to  whether  an  employee 
meets  the  acceptable  level  of  competence  must  be  made  prior 
to  the  employee's  eligibility  for  the  within-grade  promotion.. 
Reassignment,  detail  or  other  lateral  transfer  for  reassign- 
ment of  the  employee  or  assignment  of  a new  supervisor  will 
not  defer  the  making  of  this  determination.  If  necessary  to 
make  a valid  determination,  the  previous  supervisor( s)  should 
be  consulted  in  making  the  required  certification, 

b.  Advance  Notice  of  Competence  Determinations  Thirty  days 

advance  notice  should  be  given  to  an  employee  and  his  super- 
visor that  an  acceptable  level  of  competence  determination  is 
to  be  made.  The  supervisor  is  expected  to  discuss  performance 
deficiencies  with  his  employee  so  that  the  employee  may  attempt 
to  correct  deficiencies  in  his  performance  (insofar  as  possible). 
If  the  deficiencies  have  not  been  overcome  by  the  date  the.  com- 
petence determination  is  due  and  the  appraisal  falls  within  the 
definition  of  "marginal"  satisfactory  performance,  the  super- 
visor shall  not  certify  the  employee  as  meeting  the  acceptable 
level  of  competence, 

E , Disapproval  of  Within-Grade  Promotions 

1 . Review  Requirements 

a.  The  supervisor's  determination  that  an  employee's  performance 
has  failed  to  meet  the  acceptable  level  of  competence  shall 
be  reviewed  by  the  next  supervisory  level  as  a minimum.  The 
employee  shall  then  be  advised  in  writing  that  he  has  not  met 
the  acceptable  level  of  competence  provision  and  therefore 
will  not  be  certified  for  a within-grade  promotion, 

b.  Employees  whose  within-grade  promotions  have  been  withheld 
under  the  acceptable  level  of  competence  provisions  will  be 
reappraised  in  not  less  than  three  months, 

F,  Review  of  Pending  Adverse  Action 

Within-grade  promotions  will  not  be  authorized  while  a proposed 
adverse  action  is  pending  for  such  reasons  as  inefficiency,  delin- 
quency or  serious  misconduct,  or  advance  warning  has  been  issued 
the  employee  advising  him  that  his  performance  is  unsatisfactory 
and  will  result  in  an  unsatisfactory  rating  unless  improved.  When- 
ever a within-grade  promotion  is  withheld  pending  resolution  of  a 
proposed  notice  of  adverse  action  and  the  charges  are  subsequently 
resolved  in  the  employee's  favor  and  provided  the  employee  otherwise 
meets  the  conditions  for  a within-grade  promotion,  the  promotion  may 
be  made  effective  as  of  the  date  originally  due, 

G , Employee  Request 

Employees  will  have  the  right  to  request  reconsideration  of  the 
initial  decision  to  withhold  a within-grade  promotion. 
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1,  Ftlipg  of  Request  for  Reconsideration;  Requests  for  such  re- 
consideration must  be  submitted  by  the  employee  to  his  super- 
visor within  10  days  of  receipt  of  the  notification  to  him  that 
the  increase  has  been  denied.  The  employment  officer  may  extend 
the  filing  date  where  the  employee  is  precluded  from  doing  so  by 
circumstances  beyond  his  control, 

H,  Reconsideration  Review  Procedures 


Procedures  for  reconsideration  of  a decision  to  withhold  a wlthin- 
grade  promotion  will  provide  for  review  of  the  decision  by  a level 
of  management  sufficiently  high  to  assure  that  within  an  appropriate 
organizational  unit  there  is  uniformity  of  treatment  and  conformance 
with  standards  in  such  supervisory  decisions.  As  a minimum,  pro- 
cedures for  reconsideration  will  provide  for  review  of  the  original 
decision  by  a responsible  level  of  management  above  the  official  or 
officials  making  the  original  cert ificat ion ^ and  the  opportunity  for 
the  employee  to  present,  either  orally  or  in  writing,  the  reasons  he 
believes  the  decision  should  be  reconsidered.  Department  and  agency 
grievance  procedures  shall  be  adopted  for  this  purpose, 

I,  Application  of  High-Quality  Performance  Concept 

An  employee  whose  performance  in  all  or  a majority  of  the  essential 
elements  is  rated  as  substantially  exceeding  the  normal  requirements 
of  the  position  and  deserving  of  recognition  may  be  recommended  for 
consideration  under  the  quality  increase  provisions. 

Documentation  to  support  this  recommendation  should  be  such  as  to 
permit  reviewing  officials  to  compare,  the  work  performance  (written) 
standards  of  the  position  with  the  actual  performance  of  the  employee. 
This  support  may  be  a supervisor-maintained  record  of  the  employee's 
performance  or  a brief  but  substantive  statement  with  specific  ex- 
amples to  make  clear  the  manner  in  which  the  performance  is  considered 
to  have  substantially  exceeded  the  performance  requirements.  These 
examples  may  be  statistical  regarding  qualitative  and  quantitative 
appraised  tasks,  statements  of  the  employee's  supervisors  or  others 
with  whom  he  comes  in  official  contact  that  recognize  the  work  of  the 
employee  or  other  forms  of  recognition  that  are  supportive  of  the 
quality  performance, 

J,  Certifications  Required 

Not  only  should  the  immediate  supervisor  recommend  and  give  the  basis 
on  which  he  has  categorized  the  employee's  performance  as  being  of 
high  quality,  but  also  he  shall  certify  that  he  believes  that  on  the 
basis  of  past  experience  the  employee's  high  quality  performance  is 
likely  to  continue  in  the  future,  (See  8AR  ____  Step  Increases) 
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K.  Review  Procedures 

Because  of  the  direct  relationship  between  the  within-grade 
promotion  resulting  from  quality  performance  and  awards  for 
sustained  outstanding  performance  and  outstanding  performance 
ratings  under  the  Incentive  Awards  Program  and  other  honorary 
award  recognition  programs,  recommendations  for  quality  in- 
creases shall  be  reviewed. 

The  primary  guideline  in  determining  whether  or  not  an  employee 
shall  be  awarded  a within-grade  promotion  for  quality  performance 
or  a lump  sum  award  under  the  Incentive  Awards  Program,  will  be 
which  approach  provides  the  greatest  advantage  to  the  employee 
and  the  agency.  It  may  be  that  both  types  of  awards  will  be 
justified. 

Quality  within-grade  promotions  are  normally  continuing  in  benefit. 
However,  consideration  should  be  given  tos 

1.  Are  there  tangible  savings  or  intangible  benefits  which  would, 
if  considered,  substantially  increase  the  payment  that  could 
be  made  under  the  Incentive  Awards  Program? 

2.  Would  the  quality  increase  be  limited  to  insufficient  length 
of  time  due  to  pending  promotion  in  grade  or  other  action? 

3.  Is  the  employee  already  at  the  top  of  his  grade  or  will  he  be 
granted  his  final  within-grade  promotion  shortly? 

L . Report  Requirements 


MDSC  will  report  by  grade  and  occupational  group  the  number  of 
quality  increases  granted  during  the  fiscal  year  ending  June  30, 
1963.  These  reports  should  be  submitted  - to.;  the  Office  of 
Personnel  on  or  before  August  1,  1963. 


